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Arms and the State 

Walter Millis with Harvey Mansfield and Harold Stein 

Disputes over the locus civilian and military power have lost their force 
the modern democratic state. 


Executive Selection: How Psychologists Can Help 

Students the Graduate School Business Administration, Harvard 
University 

The problem make the intangible quality executive talent tangible 
possible. 


Good Fences Make Good Neighbors: Why the United States Provokes 
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The more progress Canadians make toward national unity, the closer they 
become bound their southern neighbor. 
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Society can profit most through the full development the individual. 
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The relation between government and industry creates problem striking 
balance between individual freedom and centralized control. 
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Advanced Management 
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David Colwell 
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community organization move. 


Union Philosophy and the Professional 

Jack Barbash 
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economic organization and this means union. 
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The control industry the working class has been enormously increased 
without formal participation management. 
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ARMS AND THE STATE 


Walter Millis with Harvey Mansfield and Harold Stein* 
New York: The Twentieth Century Fund, 1958. 414 pp. $4.00. 


Some historical developments are dominated men; others are 
controlled ideas which impose constrictive framework beliefs 
the decisions policy-makers. the 1930’s American foreign policy 
was dominated three ideas: trust that limitation armaments would 
help prevent war; faith the renunciation war treaty; rejec- 
tion American participation collective security arrangements. 
these might added the belief that cut-throat nationalist trade policies 
were major source war. 

These ideas, and the policies they enforced the legislative and 
executive branches, made bystanders the American people and gov- 
ernment, who watched helplessly while events abroad took more 
and more unwelcome, disturbing course. The priori rejection the 
use force resulted almost complete exclusion the military 
departments from the formulation national policy during the 

The dominating American faith isolation began break up, 
reaction the increasing scale and tempo aggression abroad, 
1936 and 1937. The price the policy began emerge: helpless moral 
indignation events moved ways profoundly disapproved of, 
toward situations still less our liking, unhindered our influence. 
The transition was spread over five years leading Pearl Harbor. 

The main themes civil-military relations during the war period 
were the emergence military establishment, the temporary subordi- 
nation the State Department, the organization coalition war- 
fare, the confrontation new problems for which neither traditional 
military doctrine nor the original war goals furnished guidance, the 
limits the Presidency source direction and coordination for 
the solution these problems, and the groping for new organs 
policy planning and reviews. 

The senior officers the military services were brought 
believe that the sole function military force war secure 
victory. The management the victory problem for the poli- 


*Walter Millis served editor The Forrestal Diaries and author also 
Arms and Men. Harold Stein lecturer the Woodrow Wilson School Public 
and International Affairs, Princeton University. Harvey Mansfield Chair- 
man the Department Political Science, Ohio State University, and also 
editor the American Political Science Review. 


and the same token, modification the straight-line route 
victory order further post-war objectives improper. Like 
the pre-war faith isolation, this military doctrine war was 
prove inadequate. 

The war ended, leaving more politico-military problems pressing 
for action attention than anyone had thought when began. 
was apparent that drastic revision our pre-war institutions civil- 
military policy-making and direction had become imperative. What 
was not apparent was the direction which the revisions should take. 

The basic problem confronting the nation 1945 was not that 
restoring civilian control over the military establishment; was the 
problem integration how military factors, forces and plans 
were integrated with the civil diplomacy and civil domestic 
policy. 

The post-war history civil-military relations began what 
seemed rather simple problem military reorganization. Would 
unification the War and Navy Departments under single head 
contribute the national security? not, what changes the mili- 
tary structure had war experience indicated desirable? And 
what form post-war organization the military and other govern- 
ment departments would “most effectively provide for and protect our 
national security?” 

The National Security Act 1947 substantially completed the 
post-war reorganization the American military, diplomatic and 
political system. represented kind basic charter civil- 
military relations and security policy formation. The core the 
new system was the National Security Council. The theory was that 
NSC, composed the highest civilian officials responsible for diplo- 
matic, military and industrial planning, and informed CIA, would 
generate the basic policy recommendations all matters affecting the 
national security. The National Security Act was fail fulfill 
many the hopes which had been entertained for it, however. may 
have been the creation NATO much more than the organization 
charts the National Security Act which cemented the modern 
military-civil relationship. 

The Korean War was bring the most dramatic, complex and 
illuminating issue civil-military relationships since the end the 
Second World War. The overriding fear that summer and fall 
was that Korea simply foreshadowed Soviet attack upon the Western 
world. hold the free world seemed suddenly urgent convert 
the new NATO alliance into effective instrument defense; 
raise and re-equip American military forces for its support and, even 
more, raise the American military production potential point 
which would reasonably prepared face the possibility 
third general war. 

Two rather bloody years were follow the request for armi- 
stice Korea. Through these two years the American professional 


soldiers the level field command were baffled the problem 
presented them. They were required wage war which they 
were not “allowed” win, basically because the political administra- 
tion believed that the costs and risks “victory” were incommensurate 
with the political gains which victory might achieve. was war 
which most the intricate organs civilian control seemed inept. 

Korea affected the underlying civil-military relationships many 
ways, generally expanding the authority military considerations and 
military officers civilian affairs without providing the officers with 
fully adequate competence it. The economic effects the 
huge and presumably continuing new programs military procure- 
ment raised many issues, concerning the extension quasi-monopoly, 
the survival small business, the power labor unions over defense- 
connected production contract, the increasing dependence large 
segments industry government orders. 

The ending the Korean War and the reduction the military 
budget are the two outstanding illustrations the conduct civil- 
military relationships under Eisenhower. whole series difficult 
episodes involving both military plan and civil policy were follow. 
The facts most these episodes and issues are still hidden 
the top-secret papers, however, and too little information available 
permit much useful comment. 

The late eighteenth century disputes over the proper locus the 
civilian and the military power the state have largely lost their 
force. The modern democratic state more less inescapably 
monolithic structure. devoted the twin objects providing for 
the common defense and promoting the general welfare. Today the 
common defense has taken immediacy and urgency which 
has not possessed since the early days the Republic. the institu- 
tions involving, expressing, the military and the non-military factors 
the national life are brought into proper relationship, 


will have done terms other than those which seemed appropri- 
ate the past. 


Comment David Novick, The Rand Corporation and Visiting Consultant 


the Harvard Business School’s Weapons Acquisition Study: 
Whether “Fortress America” “One World” one’s personal prefer- 
ence, defense budgets more than $40 billion year, large expendi- 
tures for military aid, and other economic activity related military 
problems, make national security management matter interest and 
concern for the executive. Recent activities like the establishment 
the Space Agency, reorganization the Defense Department and pro- 
posals for implementing Hoover Commission recommendations give 
issues like Civilian vs. Military control new status. They are more 
than intellectual exercises for politicians academicians. They are 
factors business decisions. 

Compressing the military, political and economic events the 
years 1930 1957 into 415 pages noteworthy trick. have per- 


formed with the balance, criticality and smoothness accomplished 
Arms and the State artistic achievement worthy attention 
its own. 

you are interested the complex relationship domestic 
politics and international affairs national policy making, this 
quick and pleasant way satisfying that interest. you have any 
preconceptions the proper role either the military civilians 
handling national security matters, you can probably improve your 
perspective through reading this book. short, you want get 
date ICBM, H-Bomb, Massive Retaliation, Limited War 
and, more importantly, the Government machinery related them, 
this most pleasant and painless way doing 

point made the last few pages extremely important the 
businessman’s thinking about the management our national security: 
“There has been dangerous reduction both public and congres- 
participation the determination issues military policy 
which are now appalling their magnitude and 
might argued that these issues are kind which only 
administrative elite can deal with, and which, therefore, must en- 
trusted them.” Business has made increasing contribution 
Government management particularly national security matters 
recent years. Maybe this the time re-examine the question 
business’s contribution management our Federal Government, 
terms what business should both methods and exchange 
personnel. 


EXECUTIVE SELECTION: HOW PSYCHOLOGISTS CAN HELP* 


Cambridge: Management Reports, 1959. pp. (Appendix exhibits, 
pp. 77-126.) $12.50. 


Executive talent, though possibly intangible quality, still 
necessity business enterprise. The problem make this ability 
tangible possible, lay out the open top management can 
look over and “pick the right man for the job.” 

Many companies have initiated attempt use more objective 
techniques selecting executive talent. Because the difficulty 
determining which characteristics are important and their relative 
weights, well evaluating the candidates, many firms have turned 
the psychologist for aid the selection top management per- 
sonnel. psychologist will apply his special talents one more 
five areas company “climate,” management training, management 
development, management audit and counselling. 

Some psychological consulting firms feel that their primary func- 
tion analyze man’s raw potential. These firms feel 
management decide how and where the potential fits its plans. 


report for industry prepared students the Graduate School 
Business Administration, Harvard University: John Rogers, Arthur 
Nichols, III, Edgar Schollmaier, Robert Foley, John Shepherd, Walter 
Hanna, Leonard Anderson, Paul Taylor, and William Fuller. [For 
comment this and other student reports see pp. 


Other firms feel that they must become more closely involved select- 
ing man for certain job. These firms therefore emphasize “feeling 
the pulse the company” before making their appraisals. 

Psychologists perform two distinctly different jobs the areas 
management training and management development. Management 
training effort psychologists educate top management the 
art selecting executives more effectively. Management development 
the process helping good potential managers develop their 
strengths and overcome their weaknesses. present, management 
training primary function the psychologist seems rare. 

management audit personnel stocktaking which designed 
determine degrees management potential company has 
hand. Working from the results such audit, company can begin 
plan for future personnel needs. 

has been demonstrated that, when handled well, counselling 
can improve the effectiveness individuals and aid their long-term 
development. feel that psychological counselling for psychol- 
ogists alone perform. must always coordinated, however, with 
whatever assistance that the supervisor giving the individual. 

There seems little agreement the character and per- 
sonality factors which should measured predict man’s success 
any given management position. Businessmen planning use psychol- 
ogists, however, must understand the need establish the require- 
ments certain position. The more definitive these criteria are, 
the better job the psychologist can helping match men with 
job requirements. 

Once the psychologist has pictured the personality the individual 
and has drawn together the relevant elements job criteria, 
management decide whether the man will successful the 
job. Management must thus weigh the picture the man that the 
psychologist has provided against the requirements the job. 

The reporting the results psychological test the man 
who has been tested known “playback.” Though both business- 
men and psychologists agree that playback desirable, there are wide 
differences playback methods. our opinion that sound ethics 
require that nothing revealed management about man that 
not also told him. This excepts where the playback might harm. 

the subject legitimate inquiry vs. invasion privacy, the 
psychologists stated that they exercise full discretionary powers de- 
ciding what things management needs know about individual. 
Their first responsibility professional men the individual and 
many will carry this the extent counselling personal problems 
advising man leave company. 

There are two questions along the line the conflict loyalties 
felt the psychologists between company and individual that should 
thrashed out the start: (1) Can psychologist counsel man 
leave company without informing the company beforehand that such 


- 


action might forthcoming? (2) Can the psychologist, the other 
hand, inform the company without violating professional confidence? 

general, believe that the dilemma will minimized full 
cognizance given three crucial elements the use psychologists: 

Honest differences exist between the feelings individuals 
toward psychological evaluation. 

Psychological evaluations should pinpoint and interpret only 
those things which management needs know each situation. 

The most important benefit psychological appraisal the 
good which self-knowledge can for individual self-improvement. 

conclusion, believe that sound selection procedure should 
formulated framework for the use psychological techniques. 
Even before company considers psychologist, must: (1) Have 
the determination deal constantly with the problems executive 
selection and maintain personnel evaluation continuing basis. 
(2) Determine policy defining company objectives executive 
selection and then develop procedures for attaining these objectives. 
(3) Nurture constantly concept that selection one the most 
important parts comprehensive development program. 

conclude that, given enlightened company climate which 
work, the psychologist can great assistance two basic ways: 
indicating what the qualities and traits person certain job 
should and helping management become familiar with each 
candidate’s personality make-up more quickly. 


important emphasize that psychological evaluation only 
one part the over-all selection procedure. believe strongly that 
executive selection job for top management, and that the primary 
responsibility for all evaluation decisions must remain the hands 
the person whom the newly selected executive would direct 
subordinate. 


GOOD FENCES MAKE GOOD NEIGHBORS: WHY THE UNITED STATES 
PROVOKES CANADIANS Joseph Barber* 


Indianapolis: The Bobbs-Merrill Company, Inc., 1958. 268 pp. $4.00. 


What about Americans that bothers Canadians? From 
the Canadian point view the issue not the lack American fa- 
miliarity with the Canadian landscape, but the absence authentic 
American interest the Canadians people, their institutions and 
achievements. The true inwardness the Canadian predicament and 
the seed future controversy places Canada odd situation 
relation the United States: the more progress they make the direc- 
tion national unity and material achievement, the closer they seem 
become bound their southern neighbor. The postwar experience 
has seemed point the direction ever-greater continental inte- 
gration: foreign policy, military affairs, and the areas eco- 
nomic and cultural activities. How does this prospect affect Canadian 


*Council Foreign Relations. 


sentiments? possible that Canadians are acquiring lower boiling 
point year year without the Americans realizing it? 

Canada immigration old and never-ending story. Roughly 
three million Canada’s seventeen million people were born outside 
the country. For all the coordinated efforts welcome new Canadians, 
the melting pot Canada does not bubble the United States. 
Immigrant peoples are encouraged prize their cultural heritage and 
retain salient elements it. the other hand, though Canada’s 
urgent need for more people, four hundred thousand Canadian resi- 
dents have moved the United States since the end the war. Why, 
Canada needs people, and there opportunity the growing 
country, they not stay and make place for themselves? Most 
Canadian-born make permanent residence the States because 
better pay and wider opportunity. Moreover, there are important sub- 
sidiary factors: more equable climate, the hope having livelier 
time, and not least, the feeling that moving across the line not like 
going land with different language and unfamiliar customs. 

his 1948 book, Being Canadian, Vincent Massey, then 
Chancellor the University Toronto, observed: “Inferiority com- 
plex tiresome phrase, but useful one. can still applied not 
unfairly some our people they look our great neighbor, but 
healthy mind physical disparity should not cause sense in- 
feriority. American life has pace and magnitude and glamour. 
has immense vitality and exuberance, too, but these things must not 
blind the quality our own life, and study that, there will 
room left our minds for any sense inferiority, unthink- 
ing Mr. Massey was concerned about two trends which 
became apparent the late 1940’s: the Canadian public seemed 
apathetic and without appreciation Canadian cultural institutions, 
and simultaneously, there was evidence speeding the process 
Americanization, and expansion the dimensions American 
influence upon the national life. How Canadians react the flood 
American books, magazines, newspapers, television programs and 
general cultural influence? great many not react all. the 
other hand, there influential minority who dislike the idea 
having Canadian readers subjected much American material, but 
who don’t see what can done about it. 

growth and mounting material requirements have tied 
Canada closer than ever the industrial machine. More than 
per cent Canada’s commodity exports now flow the United 
States. the decade the end 1955, new capital flowing 
into Canada direct investment amounted nearly two and one-half 
billion dollars primarily for the petroleum and mineral industries. 
The heart the problem coping with mounting American owner- 
ship involves these considerations: how far can Canada checking 
the rate investment without undermining the structure 
economic growth; and how big price are the Canadians willing 


pay the form slower growth secure greater measure control 
over their own development? 

Canada’s “open-door investment policy” has produced some 
industries noticeable reduction the companies whose securities are 
available Canadians. There are four categories foreign ownership 
Canada: (1) Companies founded branches foreign corpora- 
tions which there Canadian interest; (2) Companies which 
the Canadian-held minority interest has been largely bought out for- 
eign parent companies; (3) Companies which were largely Canadian- 
owned but which have been bought out foreign interests; (4) Com- 
panies which have borrowed money through the sale senior securities 
the Canadian capital market but whose common shares are foreign- 
held and not available Canadian investors. 

1958 Canadians saw the possible consequences Canadian- 
American partnership the case Ford Canada. The United 
States government prevented the company from selling one thousand 
automobiles Communist China. The government stated that though 
Ford was Canadian corporation, was controlled the United 
States and thus subject Treasury regulation foreign assets. 
The Canadian sense injury lingered for many months. Subse- 
quently was agreed that the future, each case would considered 
its merits, with due regard for the avoidance effects harmful 
the Canadian economy. This agreement did much restore Canadian 
sovereignty over subsidiaries companies Canada. 

Many Canadians are concerned about the degree Canadian 
dependence upon the American military establishment. The airman 
visualizes North American defense problem defending con- 
tinent and thus Canadian and American territory must treated 
entity. There also must flexible command organization: 
American sector commander might defending Canadian territory 
and vice versa. Above all, the airman wants supreme commander. 
While there are genuine choices open Canada some aspects its 
foreign policy, defense they realize there are none. 

“Since cheap energy vital factor industrial growth, 
Canada has taken the position for years that cannot export power 
the United States perpetuity even long-term basis. 
did that would sacrifice one the most significant factors its 
industrial expansion.” making these remarks, Jean Lesage, Minister 
North American Affairs and Natural Resources, stated the Canadian 
case terms that still apply. The Ontario experience with the Niagara 
River power, the development the Columbia River area, the St. 
Lawrence Seaway and potential power the Yukon rivers are all 
projects which Canadian-United States interaction necessary, with 
due thought for the future needs and rights each country. 

The question preferential treatment for Canadian products 
illustrates fundamental aspect Canada’s quandary regarding the 
United States. Though there would advantages reciprocal 


relation with the United States, the fear has been that favored status 
for Canada would hasten economic dependence and lead political 
dominance the appears that about all that Canada can 
press for the attainment illusive goal: stability the 
tariff. 

Among Americans there deep, generally unexpressed respect 
for the Canadian outline and, among those familiar with it, 
appreciation the tempered pace the Canadian way life. the 
search for approach the United States that will register Canada’s 
interests more persuasively, may realized that for Canada there 
are worse hazards the world than the one summed the familiar 
American attitude: “Canadians? Why, they’re like us!” 


Comment John Peter Williamson, Assistant Professor Business Adminis- 


tration: 


That Canadians have many complaints about the United States 
should not surprise many Americans. But news the extent 
anti-American feeling, especially among influential Canadians, may 
come surprise. certain amount resentment has always been 
ready for kindling, and the Norman incident 1957, which Mr. 
Barber describes, touched the spark which two national elections fanned 
angry blaze. The excitement has diminished litile, recently, but 
Canadian newspapers are still quick seize sources contention. 

Fortunately, however, Mr. Barber has not restricted himself the 
topic his subtitle, and while points out most the recent Ameri- 
can provocations Canadian ill-feeling, much his book given 
over lively and informative picture Canada and Canadians 
today. Here description the kinds people who live Canada: 
the English Canadian, the French Canadian, the new Canadian, the 
west, east, and maritime Canadian, with some their own differences 
and conflicts. 

Mr. Barber seems have picked the characters describes more 
less chance, and makes attempt present scientific ap- 
praisal the Canadian character, but puts across the important 
point that there perhaps even more diversity among Canadians than 
among Americans, that Canada peopled groups varied aims 
and interests, different cultural heritages, and quite different feelings 
about other countries, including the United States. 

Perhaps because Canadians have been forced accept American 
domination the defense North America, the struggle against cul- 
tural and economic domination has been and still especially marked. 
The American who visits Canada and talks educated Canadians 
might well prepared hear denunciation “culture” south 
the border. Mr. Barber might have risked more critical view this 
attitude. When Canadians denounce “American” soap opera, movies, 
Elvis Presley they are apt forget that Americans similar back- 
ground deplore the same things, without being able pitch their criti- 


cism patriotic terms. Those who set out raise the level culture 
Canada describe their activity “Canadianizing” and neatly avoid 
the accusations snobbery that meet efforts “upgrading.” 

All this worthwhile reading for the American who inter- 
ested Canada neighboring country (and would many 
Canadians harm take this refresher course). For the American 
businessman, the discussion trade relations and economic conflicts 
may seem more significant than cultural excursions. Mr. Barber has 
described the problem areas trade, the exploitation Canada 
American capital, and the sharing natural resources. makes 
predictions how these problems will solved, nor does 
forecast any overt steps the part Canadians redress their griev- 
ances. His aim reduce antagonism through understanding, and 
both American and Canadian business owe him much for his efforts. 


THE UNCOMMON MAN* Crawford 


New York: McGraw-Hill Book Company, Inc., 1959. 142 pp. $4.00. 


The United States was founded the conviction that society 
can profit most through emancipation the individual from all forms 
power economic, political, social which impose unnatural 
restraints against his full development. 

The story America the story common men who were in- 
spired uncommon levels accomplishment. The challenge 
create atmosphere which men, whatever their level talent, 
gain through their association with one another. 

The complexities life the United States today are such that 
recognition the individual contribution becomes increasingly diffi- 
cult. The great problem the harmonizing personal achievement 
with the needs society many times larger and more intricate than 
that the early days and which the old-fashioned values self- 
reliance, thrift, and industry seem have lost some their appeal. 
How, then, can bring forward superior qualities accomplishment 
and resolution when the incentives and inspiration toward singularity 
performance seem declining? 

any examination organizations America today, Pont 
has its value case study, not its personalities, but its principles. 
Since there reason believe that Pont has had access 
human raw material which would assessed better than average, 
must clear that there something the environment which has 
inspired average men above-average performance. 

Pont’s success has come about large part through devoted 
allegiance two major theses: first, the realization that enterprise 


*The third volume the McKinsey Foundation Lecture Series, sponsored 
the Graduate School Business, Columbia University. 


will succeed only the extent that all individuals associated with 
can encouraged exercise their highest talents their own par- 
ticular way. Second, the provision maximum incentives for achieve- 
ment, particularly associating the fortune the individual that 
the corporation. Each these bench marks policy dedicated 
the purpose preserving and implementing individual achievement. 

the extent that join together with others any form 
association must surrender some part our independence the 
price admission harmonious human relationships. The question 
how much, better how little conformity should tolerated. 
Conformity behavior human necessity, patterns thought 
human danger. our large organizations progress will direct 
proportion the intellectual freedom action given the men 
the team. Behind every advance the human race germ 
creation which grew the mind some individual. 

The basic requirement executive capacity the ability cre- 
ate harmonious whole out what the academic world calls dis- 
similar disciplines. executive good when can make smoothly 
functioning team out people with the many different skills required 
the operation modern business. His most important function 
reconcile, coordinate, compromise, and appraise the various 
viewpoints and talents under his direction the end that each indi- 
vidual contributes his full measure the business hand. 

one has ever devised painless method for levying taxes, but 
simple prudence levy them render the least damage 
our economy. The greatest threat industry, and the aggressive 
drive our people, lies our steeply progressive system taxes 
personal income. share the concern most businessmen the 
reduced availability venture capital and the loss our country 
inherent lower level individual effort and accomplishment. 

Hazardous such consequences may be, seems that the 
most serious question raised about the present tax system not 
much the area economics politics, but the field morals. 
What astonishing paradox present: set extraordinary stand- 
ards achievement and accord great popular acclaim. Yet when 
the rewards achievement are paid dollars tax most them 
away. Too little thought has been given the moral implications 
taxing away per cent one man’s earnings make another’s 
burden seem less unpalatable. 

Industry has traditionally depended primarily financial reward 
for accomplishment. agree that prerequisite successful 
business sound and able management, then loss the incentives 
which have proved attractive must inevitably diminish the chances 
satisfactory progress. For unless business can offer the hope 
financial reward, not see alternative which will tempt suf- 
ficient numbers the men and women who will fill our upper manage- 
ment ranks generation the future. 


DINOSAURS AND PERSONAL FREEDOM Harlan Cleveland* 
Saturday Review, Vol. 42, No. February 28, 1959, pp. 12-14, 38. 


has become the fashion recent years cry havoc about one 
particular evidence social complexity the weedlike growth 
large-scale bureaucracies, public and private. true that govern- 
ments get bigger, business firms and labor unions get bigger, news- 
papers become fewer, and huge organizations make growing propor- 
tion the decisions that affect the welfare and destiny all. But 
true that this trend puts our destiny fewer and fewer hands? 
Does the individual have less choice more? 

impression that “large-scale” organization generally implies 
loose organization. The number decisions that are important our 
individual lives multiplying rapidly that takes growing pro- 
portion the nation’s available leadership get them made all. 
The result bigness actually diffusion the decision-making and 
decision-influencing process. turn, the diffusion power such 
interdependent society ours means that each individual leader 
has more responsibility his fellow men than ever before. And so, the 
American executive leader finds can exercise more freedom than ever 
before only learns how operate within large organization. 

article entitled Jungle Hugeness” (Saturday Review, 
March 1958), Kenneth Boulding argues that things look bad for the 
individual world dominated huge organizations. Throughout 
this article seems assume that large organizations are single units; 
that the only position power the number one spot; and that the 
interstices freedom are outside the large organizations. None 
these propositions seems have merit. 

measure the national mood that the peak American 
power should seized with the worry that large-scale organization 
somehow Bad Thing that the very administrative skill which 
enabled build this strength and brought free-world leadership 
itself threat freedom. thesis here the reverse: pre- 
cisely the development his administrative skills that man preserves 
and extends his freedom. 

Today one person “decides” anything; each decision any 
importance the product intricate process brokerage involving 
individuals inside and outside the organization. large organization 
deliberately created system tensions into which each individual 


*Dean, Maxwell Graduate School Citizenship and Public Affairs, Syra- 
cuse University. 


expected bring viewpoints markedly different from those his 
colleagues. the administrator’s task draw from these disparate 
forces the elements wise action from day day, consistent with the 
purposes the organization whole. 

Such bureaucratic tension-system places high premium 
imagination, vigor, and qualities personal leadership all levels. 
The larger and more complex the organization, the more necessary 
for more its members learn and practice the art building 
consent around personal conviction and reconciling with the 
personal convictions others. The expert also responsible, short, 
for being not only right but effective: for getting his thinking under- 
stood non-specialists, and for carrying his recommendations the 
point action. world large-scale organization, everybody 
expected understand and practice the art administration. Those 
who effectively will experience sense freedom not the 
interstices but right the middle things. 


HOW GET ALONG OVERSEAS: WORD BUSINESSMEN 
Clarence Randall* 


The Atlantic Monthly, Vol. 203, No. March 1959, pp. 51-54. 


The striking new thing about the evolving foreign economic policy 
the United States that American free enterprise rapidly enter- 
ing the field diplomacy. Some American companies are making 


important new friendships overseas for our country. But sometimes 
ineptitude corporate management creates friction which pro- 
fessional diplomat can fully overcome. 

For the most part, only large corporations have the capital 
establish operation far removed from the home office. These large 
companies fall into two categories: those which manufacture product 
and those which are seeking raw material essential their processes. 
Manufacturing concerns principally the mature areas where 
consumer needs are similar ours; the extractive industries 
the underdeveloped areas search resources. The problems raised 
the activities these two groups are quite different. The older 
countries, where the principles private capital are well established, 
and where private enterprise the force behind the economic progress 
the nation, usually welcome the inflow American money. some 
the new countries, however, the concept private enterprise not 
only has established tradition but may directly antagonistic 
the political ambitions the new leadership. 

The political philosophy the eager young leaders new coun- 
tries based the proposition that the state the only proper source 
from which obtain the funds required for investment. When big 
American corporation, with plenty capital and promises hand- 
some dividends, turns its engineers loose such area, danger lurks 


*Chairman the Board, Inland Steel. 


every hand. The only success for such project lies creating 
from the beginning sense partnership. Everyone must made 
feel that the undertaking good for the country and the people 
well for the company. Moreover, there must generous sharing 
with local capital both the risks and the opportunities the project. 

Local capital may come from one two sources, from combi- 
nation both. The first the residents the country 
Almost area backward underdeveloped that does not 
have elite class which through inheritance has accumulated wealth. 
Ordinarily the best source local capital found the business- 
men who may welcome chance share the risk and opportunity. 
When this occurs, their long years association with local customs 
and leaders become great value the new management. 

Day-to-day operating management the project has given 
the American group, and there seldom any question about it. 
Where raw material involved, the capacity American in- 
dustry consume the product that makes the undertaking possible 
and the shipments, when made, must fully acceptable the Ameri- 
can market and must locked permanently into that market. 
foreign administration could assure this. Similarly, the Americans 
would not there all they did not possess high degree the 
technical competence which the area could not otherwise obtain. 
fair share the profits which the host country wishes make 
sure of, and not management for the sake management. 

the daily management the property, however, which de- 
termines the effect the project upon vital international relationships 
the United States. The way that individual Americans behave 
toward individual residents the area the determining factor, and 
here top management itself must set the tone. However unsuited 
industrial employment the worker may be, citizen the host 
country, and the judgments which forms the conduct his 
employer will the long run determine whether the enterprise wins 
loses. that simple. enhance the good name the United 
States requires wisdom and patience. begin with, the native worker 
will probably not respond money incentives the manner ex- 
pect home. Moreover, has always worked when wanted 
and stopped when wanted to, and takes long time for him 
acquire disciplined loyalty the job. 

all the working tools available for the solution social prob- 
lems none more important than the command the local language. 
addition, everyone should make unmistakably clear that the 
company intends offer advancement each worker merit 
fast qualifies himself. Finally management must stand firm 
refusing touch bribery corruption. 


The sooner that each corporate management engaged overseas 
operations meets its dual responsibility both the stockholder and the 
United States, the smoother will become the course our diplomacy. 
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Student Reports 


Many years ago Bursk, Editor the Harvard Business 
Review, and wrote article "The Reading Habits 
Business Executives." raised this question: 
busy man drink the flood without being 
drowned it?" Since then the flood has not abated; 
the contrary has reached higher and higher levels. The 
problem worse than ever and getting more severe each 
month. the past six years, for example, least twelve 
new magazines have been started the field automa- 
tion alone! Each month brings new business magazines; 
each month brings host new books. 

But since then and partly result our survey 
The Executive has come into being. Its aim, you know, 
has been help the harried executive "drink the flood 
without being drowned it." subsidiary aim has 
been bring the attention busy business executives 
those important pieces which might not ordinarily see. 
about the second aim that wish speak now. 

Those you who have been readers The Executive 
during its short life will know that have brought you, 
through abstracts, distillations from wide variety 
sources: trade proceedings; house organs; 
publications foundations, alumni associations, and 
bureaus business research; from scientific, religious 
and literary journals; bank letters, and many other 
sources. 


T 


this particular issue we, for the second time, tap 
another source reports written students Professor 
Georges Doriot's course manufacturing given 
the Harvard Business School. Many readers The Execu- 
tive will extremely familiar with this course, which, 
the words General Doriot, designed "give 
the student realistic and practical approach the 
operating problems the manufacturing company viewed 
from the position the operating executive." 


Many you will also know that partial fulfill- 
ment the requirements the course, students are 
required submit group reports. Groups seven nine 
working under the direction student group 
leader chose subject and method approach some 
problem large enough give them opportunity exer- 
cise imagination and creative. General Doriot 
establishes only two stipulations: the area covered 
should something new something that has not been 
covered before and secondly, matter what the 
ject might be, the material must useful 
man. Because the nature the course many the 
reports cover unexplored areas technology; but others 
have looked critically top level management problems. 


Now these reports are just what the name implies, 
Student reports. Nevertheless, amazing amount ef- 
fort, research work, field surveys, literature studies, 
have gone into the preparation these group projects. 
has been concern many us, that, like many 
things this academic world, the fruits these labors 
were not being tasted others outside the School. 
few years ago, almost accident, one the groups 
decided publish its report. terms the typical 
book trade the results were not spectacular but they 
went way beyond the hopes and expectations the recently 
graduated students. 


also have hunch that some the students may have 
been stimulated the success which befell John Diebold's 
Automation. eight-man student group, which 
included John Diebold group leader, submitted 
General Doriot report, Making the Automatic Factory 
Reality. Subsequently Griffenhagen Associates published 
and distributed "the most important sections" this 
student paper, and then late 1952 Van Nostrand Company, 


Inc. published Automation: The Advent the Automatic 
Factory, (181 pages, $3.75) John Diebold. 

his preface Mr. Diebold explained that his book 
grew directly out his Manufacturing Group Report "That 
project was the starting point this book." You all 
probably know about the wide sales Automation and 
the phenomenal career John Diebold. doubt some 
the Harvard Business School students are not unmind- 
ful this too. 

Since then many other students have formed their own 
publishing ventures. They have put their own capi- 
tal, established direct mail promotion, engaged their wives 
and others the preparation copy, contracted for 
ing, publishing, distributing and the like. 

Frankly the School, some ways, has been embarrassed 
these activities. one hand proud the 
initiative and entrepreneurial spirit these small groups 
which have been willing risk their own capital 
order publish their manufacturing reports but the 
other hand the outside world has not always been dis- 
criminating enough. Frequently see citations such 
these: recent Harvard study shows..." the 
Harvard Business School..." their reporting, editors 
have sometimes overlooked the caveat printed each 
publication: 

This report expresses only the conclusions 

and opinions the authors, and does not 

represent the views the School, the 

business firms and the individuals contacted 

the Instructor charge the 

course. 
balance, however, personally feel that the gains out- 
weigh any embarrassments. 

must also said that the students have set high 
prices their efforts. Their costs have been high. 
These are short-run, manifold process print- 
ings. You will not buying beautifully printed, 
excellently written, professionally edited, nicely bound 
book. No, you will buying substantive content some 
area which new, different and challenging. give 
you idea the scope and coverage the reports 
have selected four titles for rather full description and 
have listed more than thirty other reports which have been 
published the last five years. 


Linear Polyethylene and Polypropylene: Problems And 
Opportunities 


"The first comprehensive report the rapidly 
expanding field linear ordered plastic 
polymers written especially for the plas- 

tics industry. Includes: the basic chemistry 

and significance these materials layman's 
terms; position, problems and plans resin manu- 
facturers; case histories fabricators' ex- 
periences and objective analysis their 
problems and opportunities with these new polymers; 
relationships; future 
trends and uses; and handy glossary technical 
and fabrication terms." from the report precis. 


Published 1958. 160 Price $13.50. Available from: 


Polymer Associates, 6613 Wenonga Road, Kansas City, 
Missouri 


Patents and the Corporation: Report Industrial 
Technology Under Changing Public Policy 


"Economic progress dependent upon technical 
changes which, the United States, are developed 
and introduced primarily industrial corpora- 
tions. Leadership the process technical 
change involves variety costs and risks. For 
many centuries the patent system has provided 

structure rewards encourage the bearing 
these costs and risks. However, the past two 
decades substantial changes have taken place 
United States patent policy which weaken the 
patent's incentive value. These changes include 
compulsory licensing, stricter interpretation 

antitrust laws, and increasing judicial invali- 
dation litigated patents. How these changes 
affect the willingness corporations invest 
technical advances and reveal the results 
their research patenting revealed this 
report through data from confidential field surveys 
and from statistical analysis corporate 
patenting trends. The results this research 
are combined with information foreign patent 
practices and government's role sponsoring 
technical change permit recommendations for 

patent system optimally suited stimulate rapid 


technological progress the most efficient 
manner." from the report precis. 
Published first 1958; second edition, 1959. 195 pages. 
Price $10.00. Available from: James Galvin, 
Roberts Drive, Bedford 73, Mass. 


Business Approach the Rare Earths 
"This report offers comprehensive coverage 
the rare earth industry from business standpoint. 

The report covers current uses rare earths, 
potential and experimental applications, and some 
views the future the industry. Much 

this information was derived from 1300 com- 

pany mail survey, the detailed results which 

are also written up. addition, information 

rare earths producers, their costs and market- 
ing problems and technical treatment rare 
earth separation and recovery are included." from 
the report precis. 

Published 1957. 119 pages. Price $10.00. Available from: 

Walter Ousterman, Jr., c/o Permanente Cement Company, 

Permanente, California. 


Management Consulting: 
"This paper believed the most extensive 
work yet done management consulting. includes 
nine chapters the following subjects: Introduc- 
tion Scope and Purpose Report; The Consulting 
Industry; The Consulting Firm; The Consultant; How 
Decide When Consultant Needed; How Select 
Consultant; How Use Consultant; Consulting 
for Small Business; Future Consulting." from 
the report precis. 

Published originally 1956; revised edition 1958. pages 

(including extensive appendices). Price $7.50. 

Available from: Management Consulting Report Associates, 

Brooks Road, Concord, Mass. 


Here list others which have been published 


1958 


Executive Selection: Can Psychologists Help? 129 
$12.50 (see the abstract this report printed pages 
6-8 this issue The Executive.) 


Available from: Management Reports, P.0. Box 136, 
Cambridge 38, Mass. 

Waiting Study Bottleneck Problems Manu- 

Available from: John Cover, 22599 Shelburne Road, 
Shaker Heights 22, Ohio. 

Structural Adhesives Introduction For the Potential 

Available from: Walter Bergler, Jr., c/o Air 
Products, Inc., Box 538, Allentown, Penna. 

The Commercial Potential Irradiated Foods 
Available from: Robert Wals, 305 East 72nd Street, 
New York, 

1957 

Space Conditioning With Solar Energy $10.00. 
Available from: Erwin von Allman, Arthur Little, 
Inc., Memorial Drive, Cambridge 42, Mass. 

The Drug Industry and Mental Health Price? 
Available from: Mr. John Sears, 196 Central Avenue, 
Highland Park, 

Engineering Manpower: How Improve Its Productivity 

162 $18.50 (see the abstract this report, The 

Executive, August 1957, 

Available from: Engineering Management Reports, 
Box 161, Cambridge 38, Mass. 

The Impact High Temperature Technology 272 Price? 
Available from: Mr. Kovacik, 882 Ravine Drive, 
Cleveland Heights, Ohio. 

Vacuum Melting 139 $7.50. 

Available from: Mr. Arthur Goldenberg, Vacuum 
Melting, 1383 Panther Road, Rydal, Penna. 
1956 

Polyurethanes Versatile Material for Dynamic Era 

115 $10.00. 

Available from: Polyurethane Associates, P.0. Box 98, 
Cambridge, Mass. 

The Aluminum Industry 100 $8.00. 

Available from: Mr. John Eresian, 30A Boynton St., 
Worcester, Mass. 

Product Planning 0.P.* 

Published by: Product Planning Associates, Box 
Stamford, Connecticut. 


some cases loan copies may still available; write directly the pub- 
lisher the individual report. 


1955 


Motivation Research $10.00. 

Available from: Motivation Research Associates, 341 
Park Square Building, Boston 16, Mass. 

Effect St. Lawrence Seaway Business and Industry 

125 Price? 

Available from: Mr. Edgar Davis, Navy Contract 
Dept., U.S. Marine Corps, Air Station, Navy 990, San 
Francisco, Calif. 

Radiation Chemistry Price? 

Available from: Mr. Lang Moffat, Clearview Apt. 
207, Toronto, Canada. 

Imagination Underdeveloped Resource 114 $7.50. 
Available from: Creative Training Associates, P.0. Box 
913, Grand Central Station, New York City 19, 

Job Enlargement 0.P.* 

Published by: Mr. David Jenkins, 201 Union Street, 
Bridgewater, Mass. 

The Role Human Engineering Equipment and Product 

Design 106 Price? 

Available from: Mr. Jerome Gregoire, Lowry Street, 
Port Angeles, Washington. 


1954 


Synthetic Lubricants 158 Price? 
Available from: Mr. David Hughson, c/o Turnbull Eleva- 
tors Ltd, 126 John St., Toronto 2B, Canada 

Revolution the Printing Industry 158 $7.00. 
Available from: Mr. Stanley Davidson, Clara Street, 
Worcester Mass. 

Metalworking Tomorrow Casting and Molding, Forging and 

Press Work, Machining 136 
Published by: Mr. David Powers, Rampart West, 
Media, Penna. 

Published by: Mr. Wallace Abbott, 601 Mathieson 
Building, Light Street, Baltimore Maryland. 

Weather Modification: Past, Present, and Future 0.P.* 
Published by: Mr. Chandler Cushman, Pleasant Street, 
South Weymouth, Mass. 


some cases loan copies may still available; write directly the pub- 
lisher the individual report. 


Radiation Sterilization Food Stuffs Price? 
Available from: Mr. Melvin Roboff, 132 Salem Road, 
White Plains, New York. 


Operations Research Challenge Modern Management 
120 


Published by: Mr. Gerhard Andlinger, Brookside 
Drive, Greenwich, Conn. 

Bringing Gas Turbines Down Earth 140 Price? 
Available from: Mr. Charles Krasne, 115 Central 
Park West, New York, 


The Automatic Factory Critical Examination 
$1.50. 


Available from: Book Department, Instruments Publishing 
Co., 845 Ridge Avenue, Pittsburgh 12, Penna. 


hope the list complete but have our doubts; 
know that some last year's graduates are still 
contemplating publishing. For example, the group led 
Serge Boutourline prepared outstanding report 
Individual Creativity the Corporation (310 pages) and 
George Russell's group submitted report New Lamps for 
Old Security for Freedom, and, went press, 
both these groups were still considering possible 

This list, course, includes only those manufacturing 
reports that have actually been published. you would 
like know more about the unpublished reports you can 
request complete listing from Professor Georges Doriot, 
Room 213, Morgan Hall, Harvard University Graduate School 
Business Administration. would also willing 
place your name mailing list receive future an- 
nouncements Manufacturing Reports. 


Sincerely yours, 


Editor 


some cases loan copies may still available; write directly the pub- 
lisher the individual report. 


Just after this was written learned that the Institute Contemporary Art, 230 
The Fenway, Boston 15, Massachusetts, had decided co-publish Individual Creativity 
the Corporation. Pre-publication price: $14.50 per copy (including postage) for pre-paid 


orders received May 15. Make checks payable Institute Contemporary Art. Quantity 
prices request. 
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HYSTERIA HIGH PLACES Borklund* 


Armed Forces Management, Vol. No. January 1959, 


Back April 1958, was noted apprehensively that the stage was 
being set, the field nuclear bomber development, for repeat 
the Sputnik hysteria. appears now, unfortunately, that the 
crystal ball was accurate. unfortunate because these “scare” re- 
actions tend sell the free world new philosophy essence, 
“Do not measure your achievements how well you fulfill your own 
programs but rather, run fast all directions, look back over your 
shoulder what your opponent doing, and then first.” 

While proponents may praise this philosophy head-on charge 
the Soviet challenge, is, reality, defeatist doctrine. pre- 
sumes: (1) that cannot evaluate for ourselves the proper criteria 
progress but must rely Communist clues; (2) that the military 
cannot plan and execute new weapon development programs sound 
enough stand under the pressures competition. success 
failure will the direct result how well plan and manage our 
own resources. Too many not seem believe this. Fear gnaw- 
ing away progress. Too many people, who should working 
hard projects, are Washington answering hysteria high 
places. 

Item: Congress still grilling the Defense Department why 
has not spent the extra money voted late 1958, even though 
Defense said couldn’t use the money “intelligently” then. 

Item: The Air Force particular, and Defense general, 
being scorched for not crash programming the nuclear bomber effort. 
They say, however: “Let’s not put nuclear engine aircraft now 
just for the sake getting the air. After all, the Defense De- 
partment’s primary concern still national defense, isn’t it?” 

Item: The Defense Department has been crucified for not 
launching satellite first even though its scientists asserted repeatedly 
that solving the problems attendant developing operational 
IRBM would give knowledge enough make satellite launching 
relatively easy. 

Item: One the marks hysterical reaction that can fluctu- 
ate from pessimism optimism the slimmest excuses. While the free 
world hailed our efforts reach the moon, military operations 
wondered private just how this was supposed make stronger 
now than our potential enemies. 

Under pressures from the men who control the purse strings, the 
Defense Department being forced dissipate its allotted resources 
many projects which are not worth that much effort the present 
time. The men who designed and are running our security show 
should explain America’s worst enemy, itself, that there more 
important question than just being first. may first but 
what?” 

*Managing Editor, Armed Forces Management. 
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THE MANAGER TOMORROW Herbert Studders 
Universitas, Vol. No. 1958, pp. 175-182. 


There are certain weighty factors the contemporary industrial 
structure which have always existed and are now growing power 
and intensity. The most important these factors for the economic 
development the future are politics, science and man himself. 


Political factors world-wide importance have entered the con- 
temporary scene and have caused complete changes market struc- 
tures. the East, under the direction Soviet Russia, find 
political strategy conducted world-wide scale economic means. 
The West, led the A., even more openly pursuing political 
world strategy economic means (the Truman and Marshall Plans 
and the Eisenhower Doctrine). United Europe great political 
idea but can only realized way the economic integration 
the European countries. the underdeveloped countries the 
world political factors alone determine the increase and decrease 
markets and also the industrialization rate economies which are 
based agriculture and raw materials. 


second great decisive factor future industrial development 
research. New sources energy, new materials and new procedures 
enter upon the scene and alter the economy and the way life 
the world. 

The third decisive factor future industrial development man 
himself. Man, whether individually collectively, exercising 
increasingly powerful influence the extent and nature economic 
change. His demands consumer, his desire share the increase 
the national product, his urge for social security and assured job, 
his demand for shorter hours all these human factors have posi- 
tive and negative influence future economic development. 

may asked why the individual manager should concern him- 
self with the facts, the causes and the effects the events world 
politics? not matter influencing political developments, but 
the necessity including any economic consideration the eco- 
nomic consequences political events. 


one cannot speak the influence the single manager 
political developments, nevertheless certainly possible speak 
the collective influence management its economic, social and 
political ramifications. The individual manager hereby exerts 
influence through the pull organizational tensions, but also through 
the selective filter the associations. will constantly make increas- 
ing use the unions the rapid development and constant change 
the relevant data important for economic decisions leave him with 
other alternative. 

The manager’s grasp the technical and scientific basis his 
industrial planning and action greater importance than ever 


q 


before. Being well informed even fraction earlier than others may 
decide the nature the development. 

The relationship the manager the world around him changes, 
and similarly the manager’s relationship with his individual fellow men 
changes. pays heed the simple fact that our age man has 
been discovered anew, that man must taken notice of, treated care- 
fully and respected. The change from rule force leadership 
all spheres state and society one the most eminent characteristics 
our time. 

democratic state, modern society and economy, leader- 
ship indispensable. The success economy does not only depend 
the productivity those working, but also their willingness 
co-operate. society without leadership, without any hierarchical 
structure would run the risk disintegrating into amorphous mass. 


There can genuine leadership there not really great 
personality the leading. Since this real leadership plays such 
important role modern industry, the “manager tomorrow” will 
develop more and more from purely business and technical organizer 
into leader people. 

cannot denied that nearly every country the world 
those groups which bear the responsibility within society are tottering. 
The integrating power societies decreases the ruling groups 
not provide constant supply great personalities for whom leader- 
ship does not mean personal gain, but personal sacrifice the service 
the community. 

What sort man should this manager carry out the duties 
required him? Will have the right training, training fitting 
him for his task? 

The most important thing seems that the manager should 
know his job thoroughly, that successful manager. The public 
and the industrialists themselves will not tolerate managers authority 
who are unsuccessful their own particular enterprises. 


But intelligence, especially when formally trained, dangerous 
unless found together with strength character. Men are needed 
who can lead those under them sheer force character and 
inherent authority. 

There are obvious limits the possibility consciously forming 
leading group free economic and social order. well known 
that leading groups also arise totalitarian states and that they are 
intensively built up. Here the unabridgeable antithesis between free 
and totalitarian conceptions obvious. According totalitarian con- 
ceptions possible produce such group accordance with 
pattern. The conception free society implies belief the process 
organic growth, long-term process. This process can stimulated, 
almost like natural growth, insofar possible provide favor- 
able environment for it. cannot, however, “made.” 


THE PROCESS MASS ACCEPTANCE 


Modern Packaging, Vol. 32, No. February 1959, pp. 75-78, 165, 168. 


When large investment required launch radically new 
idea packaging, two big questions always confront the decision 
makers: How can consumers persuaded accept the new idea and 
how long will take put over? For years marketers have been 
searching for foolproof formula predict acceptance. The compila- 
tion research studies Drs. George Beal and Joe Bohlen, 
sociologists Iowa State College, may provide key where and 
how concentrate the promotional program new products. 

The data presented the framework two over-all generaliza- 
tions. The first that the process which people accept new ideas 
not single unit act, but mental process that can divided into 
five stages. The second that all people not adopt new ideas the 
same time. 

The five stages the first generalization are follows: 

The awareness stage. individual becomes cognizant 
new idea, but lacks details about it. 

The interest stage. Awareness piques her interest find out 
more: who makes it, how long takes prepare and whether 
really convenience. 

The evaluation stage. She applies the information obtained 
the first two stages her own situation, and gives mental trial. 

The trial stage. evaluation indicates that the product has 
possibilities, she will try it. She finds out for herself how easy 
prepare, whether her family likes and whether not economical. 

The adoption stage. This stage characterized continued 
use the product and, most all, satisfaction with the idea. 

The research indicates that mass media play the dominant role 
the source information providing awareness and interest. When 
comes the evaluation stage, neighbors and friends appear 
the most influential. The dealer and salesman are called for the 
detailed information about how use new product the trial and 
adoption stages. People apparently through these stages ac- 
ceptance different rates, depending their individual characteris- 
tics, the social situation which they live and the type product 
involved. And they not through this process every time they 
make impulse purchase. 

The community which people live affects their values, in- 
fluencing how rapidly they adopt ideas and the kinds ideas they 
adopt. The studies divide people exposed new ideas into five time- 
of-adoption categories: 

The innovators, estimated any community, are 
the well-established, high-income people, financially able take risks. 

The early adopters, about 15%, are the younger group 


who furnish disproportionate amount formal leadership com- 
munity. 
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early majority, about 20%, are the informal opinion 
leaders the community, usually slightly older than the early adopters. 
They seem most influential getting the majority adopt new 
practices. 

The majority, about 60%, usually older, with little 
less education, and less prone change. They form the majority 
formal organization membership, but are less active leadership. 
They seem most influenced what their neighbors and friends 
do. 

The non-adopters, the remaining 10%, are the oldest 
with the least education. 

There should not time lag between the promotion and the 
distribution new packaged merchandise. Consumers especially 
the innovators must able buy when they become aware 
it. The stages acceptance often suggest the effectiveness ex- 
tensive sampling program lists community leaders, followed 
store demonstrations attract the innovator and early adopter. 

The studies discussed here should especially useful point 
the importance delineating the various segments potential mar- 
ket and planning the educational and promotional campaign rela- 
tion adoption process and groups. 


REGULATION AMERICAN INDUSTRY Walter Adams* 


Diogenes, No. 24, Winter 1958, pp. 65-81. 


The relation between government and industry problem not 
economics but political economy. problem controlling 
and civilizing economic power order that may used for the 
public good within the framework democratic institutions. 
problem striking delicate balance between individual freedom and 
centralized control. 

American economy exhibits diverse organizational pattern. First, 
and most important, there the free-enterprise segment, which sub- 
ject only the general and negative restraints the antitrust laws. 
Second, there the regulated segment where number special 
government commissions impose detailed and continuing surveillance 
particular industries and firms. Third, and least important, there 
the segment where public corporations coexist side side with 
private companies framework competition. 

Free Enterprise and the Antitrust Laws. The Sherman Act 1890 
sought preserve competitive free enterprise prohibiting monopoly 
and restraint trade. The goal was organization industry into 
units small enough compete effectively with one another. This anti- 
monopoly legislation reflected fear concentrated economic power 
which deeply rooted American traditions. But the recent criticism 
the antitrust laws some American scholars noteworthy. 


*Professor Economics, Michigan State University. 
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Adolph Berle maintains that the managers giant corporate enter- 
prise have demonstrated their capacity for exercising industrial steward- 
ship. They have acquired “corporate soul.” 

The second theory, following Schumpeter’s notion “creative 
destruction,” holds that the effectiveness competition should 
judged not terms market structure but rather market results. 
Schumpeter suggests that replace the classical concept competi- 
tion competition among sellers within industry with the more 
dynamic concept interindustry technological competition. 

According Galbraith, the actual real restraints firm’s 
market power are vested not its competitors but its customers and 
suppliers. monopoly one side the market offers inducement 
both suppliers and customers develop the power with which they 
can defend themselves against exploitation. 


These theories are subject serious reservations, however. 
Professor Lewis has pointed out, “results” “performance” alone 
not throw light the really significant question namely, whether 
good results good performance have been compelled the system 
the dispensations managements which happened for the moment 
have been benevolent “smart.” are consider the discipline 
the market effective workable even acceptable the market must 
not only permit but also compel the results want the necessary 
and continuing operation its processes. Satisfactory results which 
happen but which, equally, might not have happened are not good 
evidence the successful working economic system. 


not enough, therefore, say that monopoly subject 
limiting market forces. Such forces are, some extent, ubiquitous. 
They exist socialist state and some degree fascist corporate 
state. They not prevent the emergence economic power concen- 
trates. Nor the “corporate soul” reliable instrument for assuring 
socially responsible use economic power. Finally, with respect 
the Galbraith theory, let note that countervailing power is, best, 
supplement to, rather than substitute for, competition. 


The Regulated Industries. Historically, the regulation public 
utilities nothing new. Public utility regulation was applied those 
industries where the cost entry was great the duplication 
facilities wasteful that some degree monopoly was considered 
unavoidable. This type regulation was essentially static 
objectives limited. was basically consumer-oriented, the purpose 
being protect consumers against extortionate price, restriction 
output, deterioration service, and unfair discrimination. 

Under the impact the Great Depression, this type regulation 
was extended and its orientation transformed. Regulation became 
industry-oriented rather than consumer-oriented. 

The trucking industry illustrates the problem. Today one can 
establish interstate truck line without first obtaining license from 


the ICC. The Commission decides who may operate between specified 
points, what routes shall travel, what commodities may carry, 
and what maximum and minimum rates may charge. long 
existing carriers are physically capable performing particular 
service, prospective competitors are denied 
their service cheaper and more efficient. That such regulation results 
empty mileage, higher unit costs, inefficiency, and wastefulness 
too obvious for comment. 

But, more fundamentally, why are any entry restrictions necessary, 
the objective regulation protect the public? Even could 
assume that the men appointed these commissions are honest and 
devoted the public interest, the fact remains that regulation tends 
static, negative, inflexible, and unimaginative. involves 
duplication the managerial function. invites corruption govern- 
ment, because private profits depend much the ability in- 
fluence the regulatory authority efficiency the market place. 

The Public Corporation. and large, the public corporation has 
never been regarded effective instrument national policy. Its 
role has been promote competition rather than effectuate na- 
tionalization. 

The Tennessee Valley Authority illustrates this point. The intent 
here was not socialize the industry and experiment with govern- 
ment monopoly over electric power. the contrary, Congress wanted 
TVA coexist side side with private electric companies and 
stimulate competition where would not otherwise exist. was 
serve “yardstick” which the performance private industry 
could measured. 

opinion, the TVA experiment proved eminently successful. 
led realistic re-examination the financial feasibility rate 
reductions. established the fact that considerable rate reductions 
not only benefited the public but were also profitable for the private 
electric companies. TVA experiment not nationalization but 
institutional competition. check against excessive private 
power, not the substitution one monopoly for another. 

the basis the evidence available would conclude that the 
“invisible hand” Adam Smith has not outlived its usefulness. 
far more efficacious organizing and regulating device society than 
many modern progressives are inclined admit. Its primary virtue 
not that tends prevent economic extortion but that comes 
grips with the political and social implications concentrated power. 

not naive suggest that policy competition means 
laissez faire and that this will automatically produce the greatest good 
for the greatest number. this age “big government” the preserva- 
tion competition requires action all echelons the state keep 
the channels industry and commerce free. competition the goal, 
positive government action needed promote all levels 
decision making. 


STEPS DETERMINING EFFECTIVE ADMINISTRATIVE ACTION 


Robert Katz* 
Advanced Vol. 24, No. February 1959, pp. 12-16. 


Administration essentially involved with helping the organiza- 
tion adapt successfully change both the changes its 
external environment and also within the organization. This paper 
concerned with the outline systematic procedure for determining 
course action administrative situations business organizations. 

The basic question which any course action must address 
itself this: Will proposed course action (1) improve the pres- 
ent situation; (2) have favorable effect the future activities 
the organization; (3) create equally serious new problems which 
have not been provided for the proposed sequence action steps? 
course action will ever perfectly satisfy all these requirements, 
but they remain useful guides, nonetheless. 

should noted that the basic question stated above laden 
with “value words” which require some referent give them mean- 
ing. Our criteria are threefold: 

(1) Organizational Purpose. business organizations, 
long-run profitability crude measure how effectively purpose 
being achieved. 

(2) Member Satisfaction. Employee turnover, grievances, strikes, 
and productivity are rough measures the level member satisfac- 
tion. Too much internal conflict results disintegration the organi- 
zation and failure achieve purpose. 

(3) Individual Development. The opportunity for development 
can crudely measured the extent which the individual 
permitted exercise initiative his work activities. 

Research psychology, sociology and anthropology have re- 
peatedly demonstrated that these are the minimum conditions for 
organizational survival and success. 

Answering the basic question effectively depends (a) useful 
analysis the situation, and (b) accurately predicting the effects 
the proposed action all concerned. 

determining effective action whether consciously not 
always through series logical steps like the ones which follow. 
improve our performance, useful consciously through the 
steps, looking each element separately. 


*Assistant Professor Business Administration, Graduate School Busi- 
ness Administration, Harvard University. 

particular issue Advanced Management is, opinion, one 
the best many years. particularly “Some Philosophies Man- 
agement” Louis Newman, President, Smith Iron Company; 
Management (management should something about the problem 
Steel Corporation; “The Organization and Its Communication Problem” 


Steps determining action: 


(1) 


(2) 


(3) 


(4) 


(5) 
(6) 


Identify the problem. 


(a) What are the symptoms which indicate problem 
exists? 

(b) What these symptoms have common which 
would suggest underlying basic conflict? 


(c) State the underlying conflict(s) which (are) suf- 
ficiently pervasive have created most the symp- 
toms you have identified. Dealing with this conflict 
way which increases organizational effectiveness 
the problem. 


Identify your objectives. 
(a) What are the organization’s over-all long-term goals? 


(b) What kind result, consistent with these goals, 
you wish achieve the immediate near future? 


(c) What kind long-term target you wish set? 
Clarify the criteria for your objectives. 


(a) terms each the three conditions organiza- 
tional effectiveness, what are the measurable di- 
rectly observable results you wish achieve? 


(b) Which these results are absolutely essential the 


success your organization, and which are merely 
desirable? 


Identify the limits the situation. 


(a) What are the significant conditions the situation 
over which you have possibility control? 
(i) competitive, economic, legal, technical 
(ii) organizational procedural 
physical environmental 
(iv) attitudes, aspirations, values, sentiments, norms 


(b) List the variables the situation over which you 
have the possibility exerting some influence. (These 
are the limits within which your action must 


List the alternative courses action open you. 


Evaluate the alternatives. 
(a) Measure each the alternatives you have formulated 
(5) above against your objectives. 


(b) Remember that every course action will im- 
perfect and will never wholly reconcile all the ele- 


ments conflict without producing new conflicts. 
the basis this analysis, predict the probable effects 
each individual and group (including yourself) 
each the various alternatives remaining. 


(7) Choose alternative. (Make decision) 


(a) Select that alternative which, the basis its 
fects all those concerned (including 
seems most adequately answer the basic question 
raised above. 


Check sure that you have not changed any 
the data and that all steps proposed lie within the 
area your influence. 


Work out step-by-step theoretical procedure for 
carrying out your plan, indicating who should 
what specific acts, when they should done, what 
sequence, and how they should carried out. And 
remember: how you frequently more important 
than what you do. 


The extent which you not detail your instruc- 
tions should proportionate the degree confi- 
dence which you are willing place the recipient’s 
response. 


II. Aids analysis the situation. 


Remember that analysis determination what the situa- 
tion and why that way. not attempt judge evaluate 
what “right,” “wrong,” “good,” “bad.” These value judgments 
can only made relative your objectives, and this not part 
analysis. Objectives and values are essential, however, when comes 
taking action. 


approach. 


(a) Dealing with the situation exists: Remember that 
each situation has unique features. 


(b) Remember that every individual and group involved 
tend look the situation from their point view. 
thinking about what changes you can make the 
situation which will enable each see the new situa- 
tion way that compatible with the things which 
are important him. 


(2) Perception and behavior participants the situation. 


(a) Can you work out, from all the available data about 
the behavior each individual, one more basic 


erase 


(3) 


underlying attitudes about others which would make 
logical and consistent all the things each participant 
does? (Every individual’s behavior always consist- 
ent, from his point view.) 


(b) Each group organization can expected 
have self-determined social ranking system and 
set norms which are not planned for the formal 
organization structure. (Changes which violate the 
group’s norms are probably the cause any unex- 
pected negative behavior. 


Administrative “Atmosphere.” 


(a) Can you identify the general feeling which exists with- 
the organization and/or within specific group? 
you see what behavior has created this feeling? 


(b) organization with stable unstable interper- 
sonal relationships? the former situation, you can 
rely the established relationships carry large 
part the administrative load; the latter, the en- 
couragement frequent interactions necessary 
until the organization stabilizes. 


III. Clues the quality the solution. 


(1) 


(2) 


(3) 


Every problem administration can conceived 
problem reaching and maintaining minimal compati- 
bility the basic desires every individual and every 
group with the behavior required them carry out the 
organization purpose. 


your solution more than verbal one? Does involve 
doing specific things and behaving given ways? 
realistic, knowing the characters you do? 


How true life your solution? Your position defensible 
only you can identify the conflicting pulls your be- 
havior inherent the situation, you can predict the risks 
and negative consequences existent the various alterna- 
tives, and you are personally willing live with the discom- 
forts and risks inherent your chosen alternative. 


Effectively dealing with complex data requires orderly ap- 
proach. The foregoing describes one systematic method determining 
effective administrative action. Obviously not the only method 
possible. presented primarily encourage you work out some 
orderly procedures which will useful you. 


- 
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TOWARD MORE EFFECTIVE COMMUNITY ACTION David Colwell* 


The Harvard Business School Bulletin, Vol. 35, No. February 1959, 
pp. 17-23. 


parish parson, have special stake the businessman’s 
“sense social responsibility”: the receiving end great 
deal it. This perspective has given rise two observations: 

Businessmen are appreciably more effective when they use 
real care and responsibility selecting the groups which they will join. 

Businessmen have much more offer community organi- 
zations than they generally make available them. 

How can the business manager fulfill this responsibility with the 
maximum degree productivity? First, would like see business- 
men utilize their non-office time and talents competent fashion 
they their professional assignments. not making the 
familiar plea simply for more community activity the part busi- 
nessmen, but for more effective participation the ways and positions 
that are important shaping the community. 

Community activities can divided roughly into three categories: 

Those which are primarily concerned with the economic 
health the area, the upgrading specific business, industries, 
management functions. 

Those well-directed, well-established and fully accepted or- 
ganizations where the top business leaders can lend their names and 
considerable prestige support fund raising and other public rela- 
tions programs. 

Community undertakings which require stand for point 
view not generally held, potentially controversial, and often de- 
manding some positive, hard, creative work pioneering venture. 

observation that business executives are very sparsely 
represented the third group, somewhat more often found the 
second and, course, dominant the first. 

clergyman, cannot help but worry over attitude which 
apparently prohibits the participation top economic leaders those 
significant parts our common life which are actually potentially 
controversial those which may expose man the necessity for 
making moral commitment and expressing ethical conviction. 
The businessman should beware simply slipping easily into the 
kind community group which comes most naturally him; instead, 
should look the whole spectrum objectively see where can 
most effective dealing with the major issues the day. 

What happens when hypothetical Mr. who has achieved 
position dominance the world business and respected 
his community elected officer his church? Every man wants 
get new and strange things into currency that can handle, 
tries see them terms that which knows and understands 


*Pastor, Park Hill Congregational Church, Denver, Colorado. 


UNION 


best: his work. may say that the church should run sound, 
businesslike basis. With this one would disagree. But then his 
associates hear him say that the budget must always planned 
leave surplus the end the year, projects should pay-as- 
you-go basis, the minister should realize that the board’s execu- 
tive the morning service should reflect the board’s wishes and 
opinions. All this makes perfectly good sense the context busi- 
ness organization, but nonprofit service organization out 
place. 

Too many are unwilling accept the discipline that new 
kind situation forces upon us. keep wanting reduce every- 
thing the familiar terms where our feeling competence can assert 
itself. short, business leaders often cut down their effectiveness 
community groups failing take into account the particular frame 
reference within which these organizations move. 

Mr. often runs into difficulty with the whole way the meeting 
run, too. With his business background, chafes under the more 
informal, casually unstructured gatherings volunteers. Furthermore, 
one seems have the vaguest notion what should brought 
before board directors and what should decided the staff. 
Things get done, course, but with such apparent waste time 
and wheel-spinning that wonders why tossing away his valu- 
able hours this operation instead “getting something done.” 
Mr. can sympathetic and tolerant, can educational 
job these people that will mean tremendous step-up power 
for the organization. 

One final point: too often businessmen are placed community 
committees because, the eyes the group, “He can get some 
money: his name will help.” think businessmen resent being con- 
sidered more than walking money bags. But people outside the 
business community will look the manager professional with 
something unique offer instead just source dollars and 
prestige only the degree that businessmen participate effectively 
significant community organizations. 


PHILOSOPHY AND THE PROFESSIONAL Jack Barbash* 
The Lithographers’ Journal, Vol. 43, No. 10, January 1959, pp. 14-15, 
25. 


Much the discussion about white collar workers, professional 
workers and unions has been obscured folklore and confused think- 
ing. Therefore, necessary get some fundamentals about the 
way people, whether professionals not, behave our kind eco- 
nomic society. 

Principle employee-employer relationship inevitably gen- 
erates problems between employer and employee. 


*Professor Labor Education, University Wisconsin School for Workers. 


Principle The character the work makes little difference 
whether problems exist. All employees, whether clerk lawyer, 
will inevitably experience feelings dissatisfaction and ill-treatment. 


Principle matter who the employer (an individual, 
corporation the government), serious problems can exist. This not 
because the inherent greed employers, nor the psychological 
make-up person when becomes worker, but rather the way 
people perceive their interests. 


Principle There are essential differences interests between 
those who are employed and those who employ. The employee wants 
earn save more money; the employer wants get more money 
out the business. There nothing wrong with either position, nor 
there anything subversive about this conflict interest. fact, 
this the whole theory our constitutional form government. 


Principle there difference interest between two par- 
ties; neither side can trusted protect adequately the interests 
the other. Thus, employer can adequately deal with his employee’s 
interests his own power; conversely, group employees can 
adequately protect the employer’s interests. 


Principle The only practical way resolve such differences 
through collective bargaining, process which the right the 
union strike and the employer say preserved. Collective 
bargaining the answer those who say that differences economic 
interests can resolved only one side vanquishing the other, that 
is, totalitarian system. 


all these statements are really fundamental principles, why are 
only 17% white collar people the free unions? Our culture has 
developed array myths deny the applicability these princi- 
ples the white collar worker effectively convincing them that 
they are different. The real reason, however, fear. The job the 
professional employee’s union get across the non-union profes- 
sional terms his own experience that these are, indeed, myths, 
and that belonging the union gives him strength and security. 

The challenge which confronts the professional this: The dignity, 
status and scientific competence professional cannot fully 
realized unless the professional has measure economic and personal 
security the job. The out-and-out professional organization cannot 
this kind job. First, temperamentally incapable fully 
understanding the logic working for living. Secondly, tends 
contain inherently disparate elements, that its effectiveness 
economic representative any one element blunted and dulled. 
Only union which clearly union can accomplish this task. 
must union which custom-built meet the special needs its 
constituents. There must self-indulging illusion that the economic 
problems the professional can dealt with any way except 
through economic organization, and this means union. 
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WHAT DOES THE WORKER WANT? Crosland 
Encounter, Vol. 12, No. February 1959, pp. 10-17. 


Many feel confusion the subject workers’ control. They 
are favor the idea, but remain vague what should done, 
even precisely why. This hardly surprising. For there con- 
fusion possible motives some are interested raising productivity, 
others eliminating “alienation,” still others giving the worker 
his rights. There also profound ignorance about the ex- 
perience other countries this field. Finally, there the uncertainty 
created the fact that the people most concerned, the workers them- 
selves, seem often the most indifferent the whole idea. 

The traditional Socialist demand for workers’ control was ex- 
pressed terms rights, power and status. Today, however, one 
scarcely hears whisper these matters. The decline interest 
due the fact that the control industry the working class has 
been enormously increased the extension collective bargaining 
such questions the organization work, equitable pay differentials, 
promotion policies and even the question deciding “who” and “how 
many” employ. This greater influence has been achieved without 
formal participation management. fact, the control which they 
now exercise depends upon their remaining independent manage- 
ment. Union strength rests ultimately the threat withdrawal 
labor. This sanction could not easily applied body enmeshed 
the responsibilities management. 

the United States, the Unions exercise even more pervasive 
control over management decisions. This they have achieved, again, 
transforming still more completely the nature collective bargain- 
ing. the industry level, for example, the Unions the coal, gar- 
ment, and construction industries have established price-lines, limited 
the entry firms, deliberately forced out marginal firms, and generally 
rationalized the market structures these industries. Indeed, may 
risk the generalization regard British and American unions that 
the greater the power the Unions, the less the interest workers’ 
management. 

the Continent, matters have proceeded somewhat differently. 
France and Italy, the situation complicated the deep split 
the Trade Union movement and the obsession the Communist 
Unions with political rather than industrial aims. Germany, how- 
ever, there has been strong Left-wing pressure for direct participation 
management. Under the “co-determination” experiment the 
coal and steel industries, the workers nominate half the members the 
supervisory board. These worker-representatives not only participate 
fully (in theory) the work the Supervisory Board, but also 
nominate one member the full-time Board Management. 

The actual power influence management certainly less, how- 
ever, than that the Unions Britain America. The delegates 


have confined themselves representing the workers’ interests the 
traditional “collective bargaining” field; there little participation 
general management. This explains why many the difficulties as- 
sociated with workers’ management have not arisen: the danger 
divided loyalties, the difficulty finding sufficient worker-representa- 
tives with experience large-scale management, and the apathy 
the ordinary worker the wider aspects management. 

Yugoslavia, there experiment full-scale workers’ man- 
agement. The Workers’ Councils appear definitely increase the in- 
fluence the rank-and-file workers day-to-day personnel questions 
inside the plant. Nevertheless, one may doubt whether they represent 
any real measure workers’ control. Communist Party members 
appear heavily over-represented; and Council decisions seem 
generally reflect official Party policy rather than the immediate 
interests the workers. 

Another obvious motive for giving the workers increased control 
the desire increase productivity and thus the worker’s psychological 
satisfaction with his work. The mere creation “committee machin- 
ery,” however, has little effect the underlying social stresses which 
ultimately determine industrial morale. Generally high standard 
personnel management may more successful creating reasonable 
degree contentment than either “change ownership” “formal 
joint machinery.” 

eliminating overt resentments not thereby necessarily 
create positive feeling satisfaction work. The predominant 
view how this problem should faced basically one demo- 
cratic participation the primary work group deciding how its own 
work should divided, organized, and remunerated. The emphasis 
creating structured work groups rationally related the produc- 
tion process, and endowed with increased group responsibility and in- 
ternal group leadership. 
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